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FOREWORD 

This e f f o r t  w a s  conducted i n  response t o  a reques t  from Commander, Naval 

M i l i t a r y  Personnel Command (NMPC-6), t o  ana lyze  responses  t o  13 supplemental 

HRMC survey i t e m s .  

examine t h e  e f f e c t s  of in- port  working hours on morale and personnel  r e t e n t i o n .  

These items w e r e  developed by NMPC-6 and w e r e  designed t o  
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SUMMARY 

Problem 

Commander, N a v a l  M i l i t a r y  Personnel Command (NMPC-6) developed 13  supple- 

m e n t a l  items f o r  t h e  Human Resources Management (HRM) survey. These items 

were designed t o  examine t h e  e f f e c t s  of in- port working hours on morale and 

personnel r e t en t ion .  

Purpose 

The purpose of t h i s  e f f o r t  w a s  t o  determine whether extended in- port working 

hours a f f e c t  morale and personnel  r e t e n t i o n .  

Approach 

The 13 items were administered along wi th  t h e  r egu la r  HRM survey t o  2678 

crew members of six Atlantic fleet sh ips ,  between Ju ly  and September 1978. 

Responses were then  analyzed by pay grade  and career in t en t ion .  

results t s 

Long working hours  appear t o  be more r e l a t e d  t o  t h e  o v e r a l l  morale of a sh ip  

and t o  unauthorized absences (UAs) than  t o  r e t en t ion .  Lowered morale in lower- 

ranking personnel is caused by t h e i r  f a i l u r e  t o  understand t h e  need f o r  longer 

in- port  working hours  and t h e  f a i l u r e  of higher- ranking personnel  t o  e f f e c t i v e l y  

communicate t h e  reasons f o r  such hours. 

chosen as t h e  most important f a c t o r s  in f luenc ing  dec i s ions  t o  l eave  the  Navy. 

Living condi t ione and job stress were 

Conclusions 

Since t h e  scope of t h e  items and t h e  sample populat ion were no t  adequate t o  

f u l l y  address  t h e  i s sues ,  t h e  fol lowing conclusions are s t a t e d  wi th  r e se rva t ions :  

1. The g r e a t e s t  nega t ive  impact of long working hours  appears  t o  be on 

morale. A t  some po in t ,  f u r t h e r  ex tens ions  of working hours may reduce morale t o  

the point where it affects o v e r a l l  p roduct iv i ty .  
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2. More e f f e c t i v e  communication of t h e  need f o r  extended in-port working 

hours might reduce t h e  drop i n  morale among lower ranks.  

3. 

s m a l l .  

The relative impact of extended working hours on r e t e n t i o n  appears  t o  be 

H a b i t a b i l i t y  and l i v i n g  condi t ions  have a g r e a t e r  impact on r e t e n t i o n ,  

as do o the r  s o c i a l ,  economic, and o rgan iza t iona l  f a c t o r s .  

Recommendat ions  

1. While a clear l i n k  between morale and p roduc t iv i ty  w a s  not  e s t ab l i shed ,  

t h e r e  may be  some opt imal  trade- off between length  of working hours and produc- 

e 

t i v i t y .  Further  i n v e s t i g a t i o n  seems warranted. 

2. The r e l a t i o n s h i p  of h a b i t a b i l i t y  o r  l i v i n g  condi t ions  and reen l i s tment  

dec i s ions  should be def ined by f u r t h e r  research .  

v i  
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1NTF.ODUC T I  ON 

Problem 

Commander, Naval M i l i t a r y  Personnel  Command (NMPC-6) developed 13 supplemental 

i t e m s  f o r  t h e  Human Resources Management (HRM) survey. These items w e r e  designed 

t o  examine t h e  e f f e c t s  of in- port working hours on morale and personnel  r e t e n t i o n .  

Purpose 

The purpose of t h i s  e f f o r t  w a s  t o  analyze  t h e  responses t o  t h e  13 i t e m s  t o  

determine whether extended in- port working hours a f f e c t  morale and personnel 

r e t  ent  ion ,  

APPROACH 

The 13 items w e r e  administered along wi th  t h e  r e g u l a r  HRM survey t o  2678 crew 

members of six  A t l a n t i c  f l e e t  s u r f a c e  f o r c e  s h i p s  between J u l y  and September 1978. 

A t  t h a t  time, a l l  s h i p s  were i n  t h e i r  homeports. A s  shown in  Table 1, 94 percent  

of t h e  respondents  w e r e  e n l i s t e d  personnel  and about one-half of them were i n  pay 

grades E-1 through E-3. 

Response m e a n s  and percentages of personnel  answering each i t e m  a l t e r n a t i v e  

were computed f o r  t h e  e n t i r e  sample and f o r  subgroups defined by pay grades. 

Responses were a l s o  analyzed i n  terms of respondent 's  c a r e e r  i n t e n t i o n  ( i . e . ,  

whether t h e  person planned t o  r e e n l i s t ,  was undecided, o r  planned t o  l eave  

t h e  Navy) wi th in  each pay grade. 

~ - _ _  

'This sample w a s  n o t  intended t o  be r e p r e s e n t a t i v e  of a l l  Navy sh ips ,  but 
r a t h e r  a sample of convenience. 
f ind ings  of t h i s  s tudy t o  l a r g e r  Navy populat ions.  

Thus, one must be  cau t ious  i n  genera l i z ing  t h e  

1 



Table 1 

D i s t r i b u t i o n  of Respondents by Pay Grade 

Pay Grade/Rank 
Number 

Responding 
Perc en t ag  e 

of To ta l  
~ 

En1 ist ed 

E-l--E-3 
E-4--E-5 
E-6 
E-7--E-9 

Sub t o t a1 

Off ice r  

0-1--0-2 
0-3 
0-4+ 

Sub t o t a1 

To ta l  

1230 
951 
224 
1 2 4  

2529 
- 

7 1  
31 
47 

14 9 

2678 

- 

46 
35 

8 
5 

94 
- 

3 
1 
2 

6 

100 

RESULTS AND DISCUSSION 

E f f e c t s  of In-port Working Hours 

The f i r s t  1 0  items were ques t ions  about v a r i o u s  e f f e c t s  of in- port  working 

hours (e.g., on morale, time f o r  family ,  e t c . ) .  Respondents were asked t o  

i n d i c a t e  t h e  e x t e n t  of t h e s e  e f f e c t s ,  us ing a f ive- point  scale, where 1 = To 

a very l i t t l e  e x t e n t ,  and 5 = To a very g r e a t  ex ten t .  

The o v e r a l l  responses  f o r  t h e s e  i t e m s  are provided i n  Table 2.  Although 

t h e  average responses  t o  t h e s e  i t e m s  were genera l ly  t h e  same as those  obtained 

f o r  items i n  t h e  "core" HRM survey (e.g.,  means of about 3.00), v a r i a t i o n s  i n  

t h e  range of answers f o r  t h e s e  i t e m s ,  as ind ica ted  by t h e i r  s tandard d e v i a t i o n s ,  

w e r e  about 1- 1/2 times that u s u a l l y  found w i t h  HRM survey items. 

t h e r e  seemed t o  be less agreement among respondents on t h e s e  items than on those  

i n  t h e  rest of t h e  HRM survey. 

t o  confusion as t o  what t h e  items were asking,  variations i n  t h e  number of hours 

Thus, 

This wider range of responses could be due  

2 



Tab le  2 

Responses t o  Items on E f f e c t  of In- por t  CJorking Hours: T o t a l  Sample 

P e r c e n t a g e s  of  Respondents a 

S t anda rd  
I t em 1 Quest ion  1 2 3 4 5 NA Meana D e v i a t i o n  

1. To what e x t e n t  does t h e  l e n g t h  of 
your i n- por t  working hours  have a n  
e f f e c t  on your morale? 7 8 1 9  22 43 

29 2 1  29 13 6 

3 . 9  

2.6 

1.3 

1.3 

2. To what ex t en t  are you g iven  some 
time o f f  when your in- por t  work week 
i s  extended?  

3. To what e x t e n t  have extended in-  
p o r t  working hours  c o n t r i b u t e d  t o  un- 
a u t h o r i z e d  absences  i n  your  command? 

4 .  To what e x t e n t  does  your in- port  
work schedu le  i n t e r f e r e  w i t h  your 
e x p e c t a t i o n s  of  t ime a v a i l a b l e  f o r  
f ami ly  and/or  s o c i a l  a c t i v i t i e s ?  

work hours  t h e  r e s u l t s  of unavoidable  
requi rements  imposed on your command by 
h i g h e r  a u t h o r i t y ?  

6 .  To what e x t e n t  do you unders tand 
t h e  r ea sons  f o r  extended working hour s  
i n  p o r t ?  

t h a t  from t i m e  t o  time extended working 
hours  i n  p o r t  a r e  neces sa ry?  

e. To what e x t e n t  a r e  t h e  number of 
hours  you work i n  p o r t  i n  a week impor- 
t a n t  i n  i n f l u e n c i n g  your j o b  satis-  
,fat t ion?  

9. To what e x t e n t  does  t h e  l e n g t h  of 
your in- por t  working hours  have an  
e f f e c t  on your i n t e n t i o n  t o  remain i n  
t h e  Navy? 

5. To what e x t e n t  are extended in- por t  

7. To what e x t e n t  are you convinced 

10 11 2 2  2 1  3% 3.6 1 . 4  

10 1 2  25 22 29 2 3 . 5  1.3 
w 

12  14 37 17  15 

22 1 5  30 20 11 

3.2 

%.9 

1 .3  

1.4 

1 5  15  30 23 1 5  3.1 1.3 

11 11 29 25 7.2 7. 3 . 4  1.3 

2 21  1 2  18 16  31 3.3 1 . 6  

10. To what e x t e n t  do  your p h y s i c a l  
working c o n d i t i o n s  i n  p o r t  a f f e c t  your  
i n t e n t i o n  t o  remain i n  t h e  Navy? 20  1 2  20 17 30 1 3 . 3  1 .5  

a Response a l t e r n a t i v e s  t o  t h e s e  i t e m s  are s c a l e d ,  where L = To a v e r y  l i t t l e  e x t e n t  and 2 = To a v e r y g e a t  
e x t e n t .  



worked a c r o s s  d i f f e r e n t  departments and sh ips ,  o r  a c t u a l  d i f f e r e n c e s  i n  how respon- 

d e n t s  f e l t  about each question.  For t h e s e  reasons ,  r e s u l t s  should be i n t e r p r e t e d  

wi th  caut ion.  

Table 3 p r e s e n t s  responses t o  t h e s e  items by pay grade. To s impl i fy  

p resen ta t ion  of t h e  d a t a ,  t h e  two lowest  response c a t e g o r i e s  were combined, 

as were t h e  two h ighes t .  The v a r i o u s  items are discussed i n  t h e  following 

paragraphs. 

1. E f f e c t  of Working Hours on Morale. Sixty- five  percent  of t h e  respondents 

answered that t h e  l e n g t h  of t h e i r  in- port  working hours had a g r e a t  o r  very  

g r e a t  e f f e c t  on t h e i r  morale. The high degree of agreement a c r o s s  e n l i s t e d  and 

o f f i c e r  grades  shown i n  Table 3 suggests  t h a t  t h e  effect i s  f e l t  a t  a l l  levels 

of t h e  command. Even among 0-4s and above, over 50 percent  f e l t  t h a t  t h e  length  

of in- port  working hours had a g r e a t  e f f e c t  on t h e i r  morale. 

2. T ime Off  f o r  Extended Working Hours. Responses t o  t h i s  i t e m  i n d i c a t e  

that compensatory t ime i s  given more o f t e n  t o  those  a t  t h e  higher  pay grade/ranks.  

As shown, about ha l f  of t h e  E-l--E-5 respondents s a i d  t h a t  such time of f  w a s  

g iven t o  a l i t t l e  o r  ve ry  l i t t l e  extent .  

percentages  g iv ing  p o s i t i v e  (high-end ) answers goes up. 

A s  pay grade goes up, however, t h e  

This pay grade e f f e c t  

i s  similar t o  r e s u l t s  from many o t h e r  items on t h e  HRM survey. I n  t h e  p resen t  

case, i n d i v i d u a l s  a t  h igher  levels i n  t h e  cha in  of command probably have more 

c o n t r o l  and f l e x i b i l i t y  i n  scheduling t h e i r  working hours. 

3.  Working Hours and Rates of Unauthorized Absences (UAs).  The s t r o n g e s t  

support  f o r  t h e  hypothes is  t h a t  extended in- port  working hours can a f f e c t  UA 

rates wi th in  t h e  command w a s  given by E-l--E-6 respondents. 

inc ludes  both those  must l i k e l y  t o  be involved in U A s  and t h e i r  f i r s t - l i n e  

superv i sors ,  t h e i r  responses seem t o  m e r i t  g r e a t e r  weight than those  of individ-  

Since t h i s  group 

u a l s  a t  h igher  pay grade l e v e l s ,  who may n o t  have f i rs t- hand knowledge of t h e  

causes  of UA problems. 
4 



Table 3 

Responses t o  Items on E f f e c t  of In- port 
Working Hours--By Pay Grade 

Great o r  

Extent 

Very L i t t l e  
o r  L i t t l e  Some Very G r e a t  Pay Grade/ 

Rank Extent Extent  a (2) (%> (8 Mean 

1. To w h a t  e x t e n t  does t h e  l e n g t h  of your in- port  working hours have an e f f e c t  
on your morale? 

E-l--E-3 18 22 60 3.72 
E-4--E- 5 11 16 73 4.08 
E-6 18 20 62 3.78 
E-7--E-9 14 22 64 3.85 
0-1--0-2 11 20 69 3.99 
0-3 13  13  74 3.87 
0-4+ 13 34 53 3.53 

2. To what ex ten t  are you given t ime of f  when in- port  work week i s  extended? 

E-l--E-3 54 29 17 2.36 
E-4--E-5 50 32 18 2.47 
E-6 41 32 27 2.75 
E- 7 --E-9 29 31 40 3.10 
0-1--0-2 50 23 27 2.66 
0-3 41  45 14 2.55 
0-4+ 31 27 42 3.18 

To w h a t  ex ten t  have extended in- port  working hours con t r ibu ted  t o  UAs? 

E- 1 --E- 3 22 19 59 3.63 
E-4 --E-5 20 22 58 3.66 
E-6 25 22 53 3.51 
E-7 --E-9 34  30 36 3.03 
0-1--0-2 34 27 39 3.07 
0- 3 41 26 33 2.89 
0-4+ 29 29 42 3.13 

3. 

4. To what e x t e n t  does in- port  working schedule  i n t e r f e r e  w i t h  expec ta t ions  of 
time a v a i l a b l e  f o r  family  and/or  s o c i a l  a c t i v i t i e s ?  

E-l--E-3 2 1  23 56 3.60 
E-4--E-5 20 25 55 3.61 
E-6 1 7  37 46 3.47 
E-7--E-9 36 26 38 3.01 
0-1--0-2 29  20 51  3.41 
0-3 23 23 54 3.61. 
0-4+ 30 36 34 3.11 

a Based on responses  t o  a 5-point scale, 1 = To a very  l i t t l e  ex t en t ,  and 
5 = To a very  g r e a t  extent. 
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Table 3 (Continued) 

Very L i t t l e  G r e a t  o r  
Pay Grade/ o r  L i t t l e  Some Very Great 
Rank Extent Extent Extent 

( X I  (XI (XI Meana 

5. To what ex ten t  are in- port working hours t h e  r e s u l t  of unavoidable require-  
ments imposed on your command by higher  a u t h o r i t y ?  

27 40 33 3.06 E -1 --E-3 
26 39 35 3.1i E-4--E-5 
26 37 37 3.16 E 4  

E-7 --E-9 30 36 34 3.10 
0-1--0-2 28 30 42 3.28 

23 25 52 3.48 
22 22 56 3.65 

0-3 
0-4+ 

6. To w h a t  ex ten t  do you understand the reasons  f o r  extended working hours 
i n  p o r t ?  

47 3 0  23 2.53 
E-4--E-5 40 32 28 2.73 

13 20 67 3.80 
1 2  22 66 3.87 
13 1 9  68 3.90 

4 1 7  79 4.20 

E-l--E-3 

20 33 47 3.35 E-6 
E-7--E-9 
0-1--0-2 
0-3 
0-4+ 

7. To w h a t  e x t e n t  are you convinced that from time t o  t ime extended workinn 
hours in por t  are necessary? 

E-l--E-3 
E-4--E-5 
E-6 
E-7 --E-9 
0-1--0-2 
0-3 
0-4+ 

38 
30 
14 
11 
1 3  
10  
7 

31 
37 
27 
23 
18 
1 6  
20 

31 
33 
59 
66 
69 
74 
73 

2.82 
2.99 
3.66 
3.82 
3.99 
4.03 
4.13 

8. To w h a t  ex ten t  are the number of hours you work i n  p o r t  i n  a week important 
i n  inf luencing your job s a t i s f a c t i o n ?  

E-l--E-3 
E-4--E-5 
E- 6 
E-7--E-9 
0-1--0-2 
0-3 
0-4+ 

25 
20 
15 
29 
29 
23 
32 

32 
30 
28 
22 
26 
19 
28 

43 
50 
57 
49 
45 
58 
40 

3.26 
3.46 
3.16 
3.26 
3.21 
3.61 
3.09 

Based on responses t o  a 5-point scale, where 1 = To a very l i t t l e  ex ten t ,  and a 

5 = To a very  g r e a t  extent. 

6 



Table 3 (Continued) 

Very L i t t l e  Great o r  
Pay Grade/ o r  L i t t l e  Some Very Great 
Rank Extent  Extent Extent  

(73 (%I (W) Meana 

9 .  To w h a t  ex ten t  does t h e  l e n g t h  of your in- port  working hours have an e f f e c t  
on your i n t e n t i o n  t o  remain i n  t h e  Navy? 

E-l--E-3 
E-4 --E-5 
E- 6 
E-7--E-9 
0-1--0-2 
0-3 
0-4+ 

10. 

33 
29 
35 
54 
38 
45 
66 

17 
18 
2 1  
17 
2 1  
26 

8 

50 3.30 
53 3.44 
44 3.10 
29 2.53 
4 1  3.04 
29 2.68 
26 2.30 

To what ex ten t  do your physical  working, cond i t ions  i n  port a f f e c t  your 
i n t e n t i o n  t o  remain in t h e  Navy? 

E -1 -- E-3 
E-4--E-5 
E-6 
E-7--E-9 
0-1--0-2 
0-3 
0-4+ 

32 
26 
36 
47 
40 
55 
50 

20 
20 
21  
20 
18 
19 
17 

48 3.30 
54 3.47 
43 3 . 0 6  
33 2.69 
42 3.01 
26 2.55 
33 2.67 

a Based on responses t o  a 5-point s c a l e ,  where 1 = To a very l i t t l e  ex ten t ,  and 
5 = To a very g r e a t  ex ten t .  

7 



4 .  Working Hours and Family/Social  Activities.  Responses t o  t h i s  item, 

which are genera l ly  less nega t ive  than percep t ions  about t h e  e f f e c t s  of working 

hours on morale, show i n t e r e s t i n g  d i f f e r e n c e s  by pay grade wi th  more nega t ive  

e f f e c t s  f o r  younger, more j u n i o r  respondents.  

same e f f e c t  f o r  E-l--E-5 and 0-1--0-3 respondents.  

Long working hours have about t h e  

The lower e f f e c t  f o r  E-7-- 

E-9 and 0-4+ respondents may be because s e n i o r  personnel  are b e t t e r  a b l e  t o  

schedule some of t h e i r  work so t h a t  i t  doesn ' t  i n t e r f e r e  wi th  personal  a c t i v i t i e s .  

5 .  Higher Author i ty  as t h e  Reason f o r  Extended In-port Working Hours. 

Although only  about one- third of t h e  e n l i s t e d  respondents f e l t  that extended 

working hours were, t o  a g r e a t  o r  ve ry  g r e a t  e x t e n t ,  t h e  r e s u l t  of higher author-  

i t y  requirements,  i t  may be  u n r e a l i s t i c  t o  expect e n l i s t e d  personnel  t o  be aware 

of such requirements.  Among o f f i c e r s ,  who are assumed t o  be  b e t t e r  informed and 

more aware of such demands. t h e  corresponding f i g u r e  i s  about 50 percent .  Except 

f o r  E-7--E-9s. t h e  percentage of respondents a t t r i b u t i n g  extended working hours 

t o  h igher  a u t h o r i t y  increases as pay g rade  inc reases .  

6 .  Understanding t h e  Reasons f o r  Extended In-port Working Hours. A s  shown, 

as pay grades  inc rease ,  t h e  percentapce of respondents who understand t h e  reasons  

f o r  extended hours inc reases .  (Given t h i s  t r end ,  it seems s u r p r i s i n g  t h a t  t h e  

respondents a t  lower grades  d id  no t  r e p o r t  g r e a t e r  impact of extended working 

hours on t h e i r  morale (Item l).) L e s s  than a t h i r d  of E-l--E-5 respondents and 

less than ha l f  of E-6 respondents repor ted  t h a t  they understood t h e  reasons f o r  

extended working hours,  compared t o  over two- thirds of t h e  sen io r  e n l i s t e d  and 

o f f i c e r s .  This f i n d i n g  c l e a r l y  shows a need t o  examine and improve shipboard 

communications. 

7 .  Necess i ty  f o r  Extended In- port Working Hours. Again, responses show a 

c o n s i s t e n t  pay grade e f f e c t ,  wi th  h igher  pay grades  repor t ing  they are more 

convinced of t h e  n e c e s s i t y  f o r  extended working hours. 0-1--0-3 respondents 
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are more convinced of t h e  need f o r  extended working hours (and understand t h e  

reasons  t o  a g r e a t e r  ex ten t )  than  are e n l i s t e d  personnel.  The impact on t h e  

morale of  t h e  two groups i s  about t h e  same, however (Item 1). 

8. Working Hours and Job S a t i s f a c t i o n .  About ha l f  of both o f f i c e r s  and 

e n l i s t e d  personnel  repor ted  t h a t  the  number of hours they worked influenced t h e i r  

j o b  s a t i s f a c t i o n  t o  a g r e a t  o r  very  g r e a t  ex ten t .  This  in f luence  w a s  h ighes t  

among E-6s and 0-3s. O f f i c e r s  a t  t h e  0-4+ l e v e l  repor ted  t h e  least inf luence  

of working hours on s a t i s f a c t i o n ,  perhaps because they enjoyed t h e i r  j o b s  t h e  

most o r  because ( a s  noted e a r l i e r )  they d id  no t  expect long working hours t o  

i n t e r f e r e  wi th  o the r  a c t i v i t i e s  i n  t h e i r  personal  l i v e s .  

9. Working Hours and I n t e n t i o n  t o  Remain i n  t h e  Navy. The responses f o r  

lower level o f f i c e r s  (0-1--0-3) and e n l i s t e d  personnel  (E-l--E-6) suggest t h a t  

working hours are an important f a c t o r  inf luencing career decis ions .  This  e f f e c t  

diminishes at the higher levels--and as more career- or iented  ind iv idua l s  comprise 

t h e  pay grade groups. Even a t  t h e  top  e n l i s t e d  (E-7--E-9) and o f f i c e r  (0 -4+)  

levels, however, over one- fourth of respondents  ind ica ted  that working hours 

a f f e c t e d  t h e i r  c a r e e r  in ten t ions .  One can only specu la te  on whether working 

hours per se o r  t h e  g r e a t e r  p ressu re  and stress caused by heavy j o b  requirements 

have t h e  most e f f e c t  on career i n t e n t i o n .  

10. Physica l  Working Conditions and I n t e n t i o n  t o  Remain i n  t h e  Navy. 

Response p a t t e r n s  t o  t h i s  i t e m  were s i m i l a r  t o  those  f o r  Item 9 ,  suggest ing that 

working hours and working cond i t ions  are s i m i l a r l y  r e l a t e d  t o  t h e  i n t e n t i o n  t o  

remain i n  t h e  Navy. 

Number of Working Hours 

Item 11 asked respondents  how many hours pe r  week they were requi red  t o  be 

aboard s h i p  whi le  i n  p o r t .  Since t h i s  time may inc lude  both working hours and 

watch hours,  some respondents ,  given t h e  phrasing of t h e  ques t ion ,  may have 
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included nonduty shipboard time in  t h e i r  estimates. 

time required aboard w a s  about t h e  same across  t h e  d i f f e r e n t  e n l i s t e d  pay grades,  

averaging 58 hours pe r  week. 

0-1--0-2s and 53 hours f o r  0-4s and above. 

A s  shown i n  Table 4 ,  t h e  

Averages f o r  o f f i c e r s  were about 62 hours f o r  

Table 4 

Responses on Item on Number of Working Hours 

40-50 51-60 61-70 71-00 8 1+ 
Pay Grade/Rank (XI (2) (73 (2)  (2)  Mean 

E-1--E-3 
E-4--E-S 
E-6 
E-7--E-9 
0-1--0-2 
0-3 
0-4+ 

30 27 25 10 8 59 
30 32 22 10 6 58 
30 32 22 11 5 58 
26 44 16 11 3 57 
13 29 34 18 6 63 
20 30 30 1 0  10  61 
44 37 1 6  3 0 53 

Comparative Importance of Working Hours 

I n  Item 12, respondents were presented wi th  a l is t  of f i v e  f a c t o r s  and asked 

t o  i n d i c a t e  which would most in f luence  them t o  leave t h e  Navy. As shown i n  

Table 5, however, a number of r e l e v a n t  f a c t o r s ,  such as pay, f r i n g e  b e n e f i t s ,  

etc., that could a f f e c t  r e t e n t i o n  dec i s ions ,  were n o t  included. Also, t h e  

quest ion was not  s u f f i c i e n t l y  clear t o  permit unambiguous i n t e r p r e t a t i o n  

of t h e  r e s u l t s .  For example, ''poor l i v i n g  condit ions"  w a s  t h e  reason most 

f r e q u e n t l y  c i t e d  by e n l i s t e d  respondents. Although i t  cannot be  denied that 

shipboard h a b i t a b i l i t y  is  no t  as good f o r  e n l i s t e d  as f o r  o f f i c e r  personnel ,  

i t  is n o t  clear whether t h e s e  respondents meant shipboard h a b i t a b i l i t y  

cond i t ions ,  inadequate off- base housing, or l a c k  of s u f f i c i e n t  income t o  

achieve an adequate s tandard of l i v i n g .  
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Of t h e  f i v e  choices,  it appears that l eng th  of working hours ranks t h i r d  

i n  o v e r a l l  importance, except f o r  middle managers i n  pay grades E-7 through 0-2. 

Comparing only  working hours and working condi t ions ,  E-l--E-6 respondents indi-  

cated  that working hours would in f luence  t h e i r  leaving more than working cond i t ions ,  

while  t h e  r e v e r s e  was t r u e  f o r  E-7--E-9 and o f f i c e r  respondents.  Overal l ,  t h e  

l a r g e  amount of v a r i a b i l i t y  of responses a c r o s s  pay grades supports  one obvious 

conclusion: a l l  of t h e  f a c t o r s  c i t e d  have some negat ive  e f f e c t s  on r e t e n t i o n .  

Table 5 

Responses t o  I t e m  on Fac to r s  Inf luencing Retention 

Factor  

Working Working Stress, Watches, Living 
Hours Conditions P ressu res  Duties Conditions 

Pay Grade/Rank (%I (23 (a (a ( X )  

E-l--E-3 
E -4--E-5 
E-6 
E-7--E-9 
0-1-0-2 
0-3 
0-4+ 

1 7  11 26 8 38 
14 11 2 1  11 4 3  
14 11 30 9 36 
10 15 28 13 34 
15 1 7  2 9  22 1 7  
2 3  2 7  33 7 10 
1 9  28 1 9  6 28 

Department Working Conditions 

The last  item asked respondents t o  compare t h e i r  department 's  working cond i t ions  

wi th  those  i n  o t h e r  departments. As shown i n  Table 6, E-l--E-3 respondents ,  more 

than those  i n  any o t h e r  pay grade,  compared t h e i r  departments' working cond i t ions  

unfavorably wi th  those  i n  o t h e r  departments. Such percept ions  are probably accura te  

i n  view of t h e  k inds  of d u t i e s  that E-l--E-3 personnel  are o f t e n  assigned (e.g.,  

chipping p a i n t ,  mess cooking, and c leaning compartments). The genera l ly  negat ive  

outlook of t h i s  group i s  cons i s t en t  wi th  many of t h e  r e s u l t s  described earlier; 

that is ,  E-l--E-3s most o f t e n  repor ted  t h a t  they d idn ' t  understand t h e  reasons f o r  

long working hours, d i d n ' t  t h i n k  long working hours were necessary,  and were not 

given time off t o  compensate f o r  working long hours. 
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Table 6 

Responses t o  Item on Departmental Working Condit ions 

Very Unfavorable About Favorably o r  
Pay Gradehank  o r  Unfavorably same Very Favorably Mean 

E-l--E-3 
E-4 --E- 5 
E-6 
E-7--E-9 
0-1--0-2 
0-3 
0-4+ 

44 
34 
27 
25 
18 
16  
19 

29 27 
27 39 
33 40 
27 48 
33 49 
23 61 
28 53 

2.74 
3.02 
3.19 
3.35 
3.50 
3.77 
3.55 

Extended Working Hours and Career I n t e n t i o n s  

Another HRM survey i t e m  asked respondents about t h e i r  career i n t e n t i o n s .  

Based on responses t o  t h i s  i t e m ,  respondents i n  each pay grade group were classi- 

f i e d  as t o  whether they intended t o  r e e n l i s t ,  were undecided, o r  planned t o  leave 

t h e  Navy, 

respondent 's  career i n t e n t i o n .  

i n  t h e  Navy responded more favorably  t o  t h e s e  items than those  who were undecided 

o r  who planned t o  leave; t h a t  is, they s a w  less impact of extended working hours 

on morale, UAs, s a t i s f a c t i o n ,  etc. ,  than d id  t h e  o t h e r  groups. 

are not  s u r p r i s i n g  s i n c e  most o t h e r  HRM survey ana lyses  have shown t h a t  indi-  

v i d u a l s  who are undecided o r  p lan  t o  leave t h e  Navy tend t o  have more nega t ive  

pe rcep t ions  than those  who plan t o  stay. 

Responses t o  t h e  1 3  supplemental items were then analyzed i n  terms of 

Results  showed t h a t  those  who intended t o  remain 

These f i n d i n g s  

Some pay g rade  d i f f e r e n c e s  were observed: E-l--E-6 respondents planning t o  

leave t h e  Navy were less convinced of t h e  n e c e s s i t y  f o r  extended working hours,  

and were more l i k e l y  t o  b e l i e v e  that adverse  working cond i t ions  played a r o l e  

i n  t h e i r  d e c i s i o n  t o  g e t  out  of t h e  Navy than were E-l--E-6s who w e r e  undecided 

o r  who intended t o  remain. Resu l t s  of t h e  ana lyses  are somewhat inconclus ive  
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s i n c e  t h e  dec i s ion  t o  l eave  t h e  Navy may r e s u l t  i n  unfavorable percept ions  

of t h e  working environment r a t h e r  than t h e  o t h e r  way around. 

CONCLUSIONS 

The use  of 13 items supplemental t o  the HRM survey i s  not  s u f f i c i e n t  t o  

examine and thoroughly address  an area as complex as t h e  e f f e c t s  of extended 

in- port working hours on morale and ca ree r  decis ions .  

can provide a cursory  overview of percept ions  among personnel ,  i t  f a i l s  t o  

provide t h e  complete information needed t o  understand issues r e l a t e d  t o  t h i s  

problem. 

While such a procedure 

A s  a r e s u l t ,  t h e  fol lowing conclusions are s t a t e d  wi th  r e se rva t ions :  

1. Long working hours appear  t o  have a g r e a t e r  impact on morale and UA 

rates than on r e t e n t i o n .  The r e l a t i v e  impact of extended working hours on 

r e t e n t i o n  may be small as compared t o  numerous o the r  s o c i a l ,  economic, and 

o rgan iza t iona l  f a c t o r s .  

2. The f a i l u r e  t o  e f f e c t i v e l y  communicate t h e  need f o r  longer  working hours 

seems t o  be a key i s s u e  i n  lower morale among lower ranks.  

3 .  Overal l ,  no c l e a r  conclusions can be drawn regarding t h e  impact of 

extended working hours on i n t e n t i o n  t o  remain i n  t h e  Navy. 

t h e  resu l t  of numerous f a c t o r s ,  many of which are beyond t h e  c o n t r o l  of t h e  

ind iv idua l  command, one would no t  expect working hours a lone  t o  be a prime 

determinant of reenl is tment  i n t e n t i o n .  Nonetheless, s i n c e  long working hours 

impact nega t ive ly  on morale, UA rates, and j o b  s a t i s f a c t i o n ,  i t  fol lows t h a t  

S ince  r e t e n t i o n  i s  

they would a l s o  have a de t r imen ta l  e f f e c t  on o v e r a l l  command e f fec t iveness .  
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RECOMMENDATIONS 

1. Among t h e  f a c t o r s  addressed by t h e  items, long working hours appear t o  

impact most nega t ive ly  on morale. 

p r o d u c t i v i t y  w a s  no t  e s t a b l i s h e d ,  t h e r e  may be some optimal trade-off between 

l eng th  of working hours and p roduc t iv i ty .  

working hours may reduce morale t o  t h e  p o i n t  where i t  a f f e c t s  o v e r a l l  p roduc t iv i ty ,  

Although t h i s  hypothes is  is specu la t ive ,  i t  warrants  f u r t h e r  inves t iga t ion .  

While a clear l i n k  between morale and 

A t  some p o i n t ,  f u r t h e r  extensions  of 

2. More e f f e c t i v e  communications t o  lower ranks  about t h e  need f o r  long in-  

p o r t  working hours is recommended. Such communication should be designed t o  r e s u l t  

i n  g r e a t e r  personal  commitment and might reduce t h e  e f f e c t  of low morale in  t h i s  

group. 

3 .  H a b i t a b i l i t y  and l i v i n g  cond i t ions  have a n  obvious (though not  explored) 

in f luence  on reen l i s tment  dec i s ions .  For example, long working hours, i n  combina- 

t i o n  wi th  poor (perceived o r  a c t u a l )  working and l i v i n g  cond i t ions ,  may i n t e n s i f y  

t h e  e f f e c t s  of t h e s e  f a c t o r s .  This should b e  inves t iga ted  i n  f u t u r e  resea rch ,  
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